Abstract
Introduction
Globalization and rapid advancement in technology has turned the entire world in to a highly competitive and ever-changing market place. Therefore, business organizations must embrace change to survive and prosper in a highly competitive and volatile business environment. On the other hand, eliciting, implementing and managing changes within business organizations are challenging and time consuming. To adapt to changes demanded by the business environment, a firm may have to implement a planned change process in which the employees' role would be highly decisive. For example, Ghany (2014) reports that managing organizational change is in very large part, about managing the people. However, employees may not welcome such changes instantly or without being pushed through a strenuous change programme.
A change process can deliver successful results only at the places where employees could change their mind set to welcome the change (Ragadu, 2008) and where employees could accept the change in a positive manner (Lazenby & Radebe, 2011) . Therefore, employee readiness for organizational change at any given time or context is unarguably a positive trait that can reward organizations to prosper in a competitive environment. Such employees, who are in constant readiness to face changes, can be a highly-valued asset to any organization.
Before designing and implementing a change within an organization, the change agents should induce change readiness in the change recipients or the employees. This process requires the change agents to have a prior and comprehensive understanding of the factors that predict change readiness. The importance of this stage and its pervasiveness in change management has turned "change readiness" into a widely discussed topic in the realm of organizational management.
Many scholars, during the past two decades, have had a great interest to investigate for factors associated with employee readiness for organizational change (Armenakis, Harris & Mossholder, 1993; Cunningham et al., 2002; Madsen Miller, D. & John, 2005; Miller et al., 2006) . However, very little research has been conducted to observe how the factors influential on employee readiness in the developed world apply to developing countries. In an overall, we have a vacuum of academic research in change readiness arena especially regards to business settings in the developing part of Asia (Andrew, 2017; Naotunna & Arachchige, 2016) .
In this article, we investigated the effect of two possible predictors of employee readiness in a developing Asian context. Concretely, we investigated the impact of organizational commitment and trust in peers and management on employee readiness in a business firm in Sri Lanka. In addition, we investigated the effect of employees' demographic factors on their organizational commitment, trust in peers & management and change readiness.
For the above purposes, we conducted a case study in an export oriented manufacturing firm in Sri Lanka. This firm was selected for the study as it had been frequently introducing changes to maintain and enhance the firm's productivity. The firm, at the time of this study, was planning to upgrade their manufacturing process and make vital changes in the firm's human resource policy. The study laid its focus on the ground level employees and the shop floor supervisors who represent the largest human resource layer of the firm. To maintain the anonymity of the organization and the respondents, the name of the organization is hereafter denoted by "X".
Literature review and hypothesis development
As per the findings of Higgs and Rowlands (2005) , 70% of the change initiatives fail due to different reasons. Some of them are employee related factors and some others are change process related factors (Oreg, 2006) . When an organization moves from known to an unknown situation, its employees undergo fear and uncertainty. Shah (2009) , who supports this argument, states that an unknown situation could conceive doubt, nervousness and uncertainty in employees. Employees, under such situation, treat change initiatives differently based on their different individual experiences, social characteristics, demographic factors, attitudes, motivational level, perception, behavioral factors and educational level (Ilgen & Pulakos, 1999) . With this regard, open minded employees tend to see at change initiatives positively and consider it as an opportunity to improve. On the contrary, some others may look at it as a threat (Van Dam, Oreg & Schyns, 2008; Shah, 2009) . Employee readiness for change, the dependent variable of this research, explains the degree of openness of the employees for organizational change that transforms the change process into success. Holt et al. (2007) identifies readiness to change as the first of the three stages of any successful change process. As defined by Rafferty et al. (2012) , readiness for change is the extent to which an individual is cognitively inclined to accept, embrace, and adopt a particular plan to purposefully alter the status quo. Bernerth (2004) defines readiness as the condition of mind during the change process that reveals the acceptance or willingness to participate in the change process. Change recipients' believes, attitudes, thoughts and behaviour regarding the necessity of the change needed and the organisational capacity to achieve it are reflected on their readiness for change (Armenakis et al., 1993; Eby et al., 2000; Bernerth, 2004) .
Employee readiness
A thorough knowledge in employee change readiness directs the change agents to understand the best way to approach the change and the best mode to implement the change (Soumyaja, Kamlanabhan & Bhattacharyya, 2015) . Susanto (2008) highlights the importance of having better judgment on individual change readiness perception prior to any change implementation. A good assessment of employee change readiness would help change agents, business consultants and management to understand the gap between their own expectation about the change and the change recipients' anticipation of the change (Ghany, 2014) .
In the change management literature, a number of empirically tested influential factors on employee change readiness can be found. Some of those factors can be listed as, organizational commitment (Eby et al., 2000; Weber & Weber, 2001; Vakola, Tsaousis & Nikolaou, 2003; Madsen et al., 2005; Barber, 2010; Vanhala et al., 2016) , trust in peers and management (Weber & Weber, 2001; Rafferty & Simons, 2006; Oreg et al., 2011; Shah, 2014) , change commitment (Herscovitch & Meyer, 2002; Soumyaja et al., 2015) , job satisfaction (Goulet & Singh, 2002; Robbins, 2003; Shah, 2009; Khammarnia, Ravangard & Asadi 2014; Lizar & Mangundjaya, 2014) , employee empowerment and social relationship within the organization (Hanpachern et al., 1998; Cunningham et al, 2002; Madsen et al., 2005) , support from peers and management (Karasek et al., 1982) , teamwork (Rodriguez et al., 2015) and relationship with superiors and peers (Eby et al., 2000; Miller et al., 2006; Barber, 2010; Shah & Shah, 2010) . In this article, we focus on two factors (organizational commitment and trust in peers and management) that have been intensively studied in many developed countries, but hardly in developing countries of their impact on employee readiness. Vanhala et al. (2016) explains organizational commitment as employees' attitudinal commitment towards their organization whereas Madsen et al. (2005) defines organizational commitment as the individuals' attitudes and perception towards the organization. As per Vakola et al. (2003) , organizational commitment can be described as employees' desire to make more effort on their organization and their willingness for preserving their bond with the organization. According to Mathews and Shepherd (2002) , there are four characteristics of employees who are committed to their organizations; (1) hold strong feelings about the organization's goals and values, (2) have great acceptance on it, (3) willingness to give great effort on behalf of the organization, and (4) willingness to maintain the membership with the organization.
Organizational commitment
As per Vakola et al. (2003) and Barber (2010) , there is a strong positive relationship between organizational commitment and change readiness. Madsen et al. (2005) also reports that employees perceive higher level of change readiness when they are highly committed to their respective organizations. According to Weber and Weber (2001) , higher employee involvement in planning and implementing changes could help to decrease the employee resistance for change. Eby et al. (2000) supports the above stance adding that employee participation in change process (a kind of organizational commitment) can increase the employees' openness to change. This active employee involvement or participation in change process is a reflection of employees' organizational commitment. Madsen et al. (2005) lists employee involvement as a constituent of organizational commitment.
Trust in peers and management
The faith on subordinates and superiors is also an important attitudinal factor that can have an influence on change readiness. Rafferty and Simons, (2006) identifies trust in peers and management as a vital predictor of employee change readiness. Cunningham et al. (2002) mentions that trust in management is an important precursor in reducing employee resistance for change. Shah (2014) , with empirical evidence, states that trust in supervisors and management can act as a catalyst for employees' positive attitudes towards organizational change. Weber and Weber (2001) and Oreg et al. (2011) also found a positive relationship between trust in management and readiness for organizational change. On the other hand, Eby et al. (2000) reports that when employees trust their peers, it can help to reduce their anxieties and make the changed environment comfortable to the employees. Shah and Shah (2010) believe demography as a critical factor in organizational behaviour. They could reveal the existence of a significant relationship between readiness for organizational change and demographic variables such as number of dependants and present employment status. Further, the same authors state that the demographic factors can have both positive and negative effects on employee readiness. On the contrary, Madsen et al. (2005) discovers that there are no significant relationships between demographic variables (i.e., age, gender, marital status, job position, number of children and education background) and employee readiness for change. As a similar finding, Cunningham et al. (2002) also discovers that there are no relationships between marital status, gender and openness for change. Further, Hanpachern (1997) finds that age, gender, marital status and education background do not correlate with employee openness for change. In contrast, as per Hanpachem's findings, there are significant relationships between job position, length of employment and employee openness for change.
Demographic factors

Hypotheses of the study
To empirically test the relationships between organizational commitment, employee's trust in peers and supervisors and employee readiness, in relation to our study sample, we developed the following hypotheses. Further, as mentioned earlier, this research attempted to investigate the relationships among various demographic factors (gender, age, marital status, education, professional level, and working experience) and the three study variables; organizational commitment, trust in peers and supervisors and readiness for change.
Research Method
Sample and data collection
A cross sectional survey using a self-administered questionnaire was conducted to collect the data. In addition, key informant interviews and group discussions were conducted to collect the primary data. In compliance with the NEA Research Bulletin (1960), a sample of 230 fulltime employees from a work force of 593 employed at the "X" were selected for the survey. The respondents were selected through stratified random sampling. The sample includes 10 executives, 56 supervisors and 164 operational level employees. Even though questionnaires were distributed among 230 employees, only 185 questionnaires were received back and hence the overall respondent rate was 80.4%. The survey was conducted in October 2014.
Most of the respondents were females (58.9%) whereas 69.6% of the sample respondents were in the age group of 21-40 years. However, within the operational level employee category, a considerable number of employees (24.5%) were less than 21 years old. This indicates a shop floor employee base with fairly a sizeable proportion of amateur employees.
The executive level represented the highest academically qualified employment category of which the half of the population was graduates. Majority of the supervisory level employees had received their education up to G.C.E. Advanced Level (60%) 1 . Majority (51.7%) of the operational level employees had studied up to G.C.E. Ordinary Level 2 . However, 2.8% and 2.1% of the operational level employees had obtained a first degree and professional qualifications respectively. This indicates the under employment of university graduates and other professional qualification holders which has been a hot topic in the country over the past few decades. Employees who had less than 5 years of work experience in this factory were made up of 88.6% of the respondents. However, most the respondents (86.8%), including all the executive staff, had experience on organizational change within their current organization. Table 1 summarizes the demographic characteristics of the sample.
Instrument and measurement scales
In this article, the dependant variable was employee readiness for organizational change whereas organizational commitment and trust in peers and management served as independent variables. A two-page questionnaire was used to collect data. The subjective constructs of organizational commitment and trust in peers and management and employee readiness were all measured at a five-point Likert scale (1: strongly disagree to 5: strongly agree). The original questionnaire was prepared in English and later translated in to Sinhalese; the native language in Sri Lanka. Employee readiness: To measure employee readiness, we developed a nine-item scale based on the previous studies (Madsen et al., 2005; Shah & Shah, 2010; Shah, 2014) . The items of the developed scale are shown in Table 2 .
Organizational commitment: Five items were constructed to measure organizational commitment based on the scales developed by Cook and Wall (1980) and thereafter used by Madsen et al. (2005) and Vanhala et al. (2016) . Table  2 illustrates all the five items of the latent variable.
Trust in peers & management:
To measure trust in peers & management, this research used a five-item scale which was constructed based on the scales developed by Brockner et al. (1994) , and Nyhan and Marlowe (1997) . All the items of this scale are listed in Table 2 with their factor loadings and Cronbach's alpha values.
Demographic factors:
The demographic variables were measured as either categorical or scale variables. The categories or measurement units of each demographic variable are shown in Table 1 .
Data analyses
At first, we used factor analysis (FA) to determine the factor structure of the items and extract common factors. Varimax rotation with Kaiser normalization was performed to elicit the factors while Eigenvalue one test was applied to keep or discard factors. Cronbach's alpha was performed to verify the internal consistency of the study scales. Indices were calculated by averaging items in each scale. To describe the demographic characteristics of the sample, various descriptive statistics such as frequencies, means, and standard deviations were used. Pearson Product-moment Correlation test was used to test the strength and direction of the relationships in above hypotheses. A Multiple Analysis of Variance (MANOVA) was used to analyse the relationship between demographic variables and the three main research variables: organizational commitment, trust in peers & management and readiness for organizational change.
Results
Initial analysis
As mentioned earlier, all the items of the three measurement scales were subjected to principal-component analysis for determining the factor structure of each scale. The overall Kaiser-Meyer-Olkin (KMO) measure was 0.814 with individual KMO measures all greater than 0.7. This indicates that the latent constructs could predict the variability in the responses on the observed variables. Bartlett's test of sphericity was statistically significant (p<0.0005), indicating that the data was likely factorizable. The Factor corresponding to change readiness was loaded with six items while organizational commitment and trust in peers & management were each loaded with five items (Table 2 ). Cronbach's alpha values extracted for the three major dimensions were above 0.716 (Table 2) . As reported by Nunnally (1978) , a score above 0.7 is considered reliable, and hence all the scales of this research are reliable. Figure 1 , shows how the employees at the "X" rated their experience on recent organizational change efforts at the firm. All the respondents, those who have experienced change at their current organization, rated their change experience at either successful or very successful levels. The Human resource manager of the "X", who handles employee grievances, confirmed that his office has not received at least an anonymous employee complaint against the recent change initiatives.
Change experience at the organization
Descriptive statistics and Pearson product-movement correlations
According to the obtained mean score of 4.40 (SD of 0.630) for the employee change readiness index on a 5-point Likert scale (1: strongly agree to 5: do not agree at all), a clear majority of the employees at "X" perceive that they are ready to welcome changes in future. The mean scores received for the indices of organizational commitment and trust in peers & management were 3.65 (SD of -0.630) and 3.5 (SD of 0.697), respectively (Table 3) . These mean scores imply that employees at "X" perceive moderately high levels of organizational commitment and trust in peers and management. Table 3 , the correlation analysis showed that employee organizational commitment was linked (r s =0.216, p=0.006) to employee readiness as predicted by the hypothesis-1 (There is a significant positive relationship between employees' organizational commitment and employee readiness for organizational change). According to Cohen (1988) , the strength of an association between two variables is regarded as weak if r s ranges from 0.1 to 0.3 in Pearson correlation test. Therefore, this relationship can be rated as a weak relationship. However, it indicates that higher the perceived commitment to the organization higher the perceived readiness for organizational change Table 3 
. Descriptive Statistics and Pearson Product-movement Correlation Test Results
Notes: ** correlation is significant at the 0.01 level (2-tailed), * correlation is significant at the 0.05 level As per the results obtained by Pearson Correlation test, a statistically significant, positive and moderate relationship was found between trust in peers & management and employee readiness for organizational change (r s =.338, p=0.000). Thus, hypothesis-2 (There is a significant positive relationship between employees' trust in peers & supervisors and employee readiness for institutional change) is found to be true and the null hypothesis can be rejected at p=0.01. In addition, even though not related to a hypothesis of the research, we found that (Table 3) trust in peers & management was moderately correlated to organizational commitment (r s =.427, p=0.000). 
Multi analysis of variance (MANOVA) results
MANOVA was used to analyse the relationship between demographic variables such as gender, age, and so on, and the three main research variables: organizational commitment, trust in peers & management and readiness for organizational change.
According to the results obtained (Table 4) , statistically significant relationships were found between readiness for organizational change and educational level (p=0.002) and readiness for change and total work experience (p=0.000). The other demographic variables were not found directly correlated with employee readiness. In addition, statistically significant relationships were found between trust in peers and management and educational level (p=0.019). 
Discussion
As illustrated in the previous section, this research found a positive and significant relationship between organizational commitment and employee readiness for change. This finding goes in line with the findings of the studies conducted by Eby et al. (2000) , Weber and Weber, (2001) , Madsen et al. (2005) , Vakola and Nikolaou (2005) and Barber (2010) . This finding complies with the notion that employees would be more open to organizational change when they are more obligated towards their organization. Therefore, employees' desire to welcome changes could be raised by strengthening the employees' psychological bond with the organization. Effective communication, emotional empowering and reducing uncertainties of the employees can help to strengthen this bond. (Madsen et al., 2005) .
The article, as per the second hypothesis, revealed that there is a positive and significant association between trust in peers and management and employee readiness for change. There is a line of similar studies (Eby et al., 2000; Weber & Weber, 2001; Rafferty & Simons, 2006; Oreg et al., 2011; Shah, 2014 ) which EJBE 2017 provides evidence to support our finding. It can be assumed that employees' faith on their peers and the superiors help them to face changes with confidence and certainty as organizational change is more of a team work. On the other hand, as Ajzen (1987) explains in his famous Theory of planned behavior (TPB), human intensions and behaviors are guided by subjective norms. These subjective norms, with regard to an individual, are highly linked to his trust on other individuals who are influential on his behavior.
This article could also reveal that employees' who had faith on peers & management, were more committed toward the organization. This makes sense that employees' positive faith on their peers and management escalates their commitment towards the organization and vice versa.
Only education and total work experience, among the demographic factors, had a statistically significant positive association with employees' change readiness. The correlation of educational level with employee readiness is supported by previous studies (Hanpachem, 1997; Madsen et al., 2005; Shah & Shah, 2010) . Other demographic factors did not show any degree of correlation with employees' change readiness. Cunningham et al. (2002) , Madsen et al. (2005) and Shah and Shah (2010) also discovered that there were no significant relationships between change readiness and demographic variables such as gender, age, marital status, number of years in present job & number of years with present employer.
Other than that, trust in peers and management correlated with education level (p=.019). In other words, more educated employees showed a higher level of faith on their co-workers and management compared to the employees who had a lower level of education. It can be assumed that formal education train employees to have an open mind that welcomes new and unexpected situations.
Conclusion
In efforts of organizational change, it is quite difficult or rather impossible to modify or change employees' demographic characteristics as a strategy to achieve a desired change or steer the organization in a direction desired by the organization. However, this article, with reference to a case study in a manufacturing firm in Sri Lanka, reveals that employees' organizational commitment and trust in peers & management are more influential on their readiness to change over their demographic characteristics. These two factors can be altered through human resource development (HRD) functions such as employee training, employee career development and mentoring. On the other hand, the HRD intervention can also raise the education level of the employees, and hence induce a multiple level impact on boosting employee readiness.
This article concludes that organizational change can still be effectively performed, despite the barriers imposed by undesirable demographic factors, if the organization can formulate a strong and an effective strategy to drive the employees' organizational commitment and trust in peers & management into a very desirable and constructive state.
The results of the change process must be made tangible to employees at all levels, nevertheless the benefits of the change effects must be distributed among all the employees concerned. This can help to sustain the change process through the time. Further studies with bigger and more randomized samples are needed to validate the generalizability of this study. We also encourage research to investigate the impact of other attitudinal factors and their interactive effects on employee readiness for organizational change.
